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£»/ DCI/NIPE 

rh«° _Mg i>agea>eat Aspects of the f CI'« 
Coordination of the U. S. Foreign Inteil * «> 

*• Memorandum from Cam. ! J FIAB tc c , 

dated 3 June 1964, 

h. Memorandum from Mr. McCone to 
CJeaeral Carter, dated 11 Juris 
c. Memorandum from Mr. Parrott to 
Mr. Broad, dated •? July 1 J-'h 

1. fa Reference a. the PF1AB provide, a eolid base froio to 

make your own unilateral attack on the DCr, Community maswgem* « 
problem, and a specific and high level requirement for information M 
the type and in the form that he re. t « tree fa order to make a m renin. ?„l 
report to the FIAB on thee* aspect* of ids coordination job. 

2. fa Reference b. the XI emphasises the value of this annual 
report to the PFIAB a* a mean# of acquainting them with any detici* >cte t 
limitations or conflict* of Authority and reeponaibility whic.i i*h,i>u i ,«• 

OCl from carrying out the basic objective of his coordination y, 3 , M 
forth in the foreword to MSCID ho. i; ’ The intelligence effort is a 

‘ BSySSSi responsibility and r ust be so organised and managed a, to 
to the maximum the available resources of the Gov. rarnent and to i*f, 
the intelligence requirement, of the National Security Council end of the 
departments and agencies of foe Government. ' 

a. With respect to possible conflicts of authority and respo .sib. 

I would suggest that the >C1 and the C ommunity are nov fo.-d znih. 
at worst a conflict ’, and at least, an undesirable uncoordinated *nd 
duplication of effort by foe BOB, the RF1AB, and in 1*0 C>, th# 

OSO, who are aU demanding volumialous information front t..« CUn- 
munity. Only the DCL foe maa whom even the Chairman/! ^IAB dss.r : hi,, 
as the Saaic* Intelligent * Officer of foe Government, has »<> tar miUM 
to demand any spec is! reports from the Community, fa fair «•„ . „ 

BOB and the OSD, it meat be noted that they now make a j*, rt 'at ae- 
on the DOD intelligence community with varying degrees oi partte ipai*... 
by representatives of the DCl, and do make the resulting report. 
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iCCP *nd CIP) AsaUabie to him. 

b. Th« latest letter from Mr. Clifford makes it clear that cm* 
report* they a eve requested from Defense end State will rvx be mat « 
available to the ECi; presumably, tliey have as objection t-j hi* <hm? , 
privy to the report .nut,* te the Board by the CIA. The 5' f JAB 41; 
independently study these reports and present their findiaf ■ to h* 
President. The DC! is apparently expected to report to the 3oa d 
on hie coordination problem# without knowledge of any relevant fact* 
or laauea which State or Defense may raiae in their report. t<> 
Board. However, in this eame letter, Mr. Clifford appear, te 
suggest that the D Cl develop, like the Board, hi* own ;edr. «nd< -it 
information rejOirecciUs and lay them on the Community it u h»ti 
to imagine a situation Lore condusive to compounding the coaiu* ob 
that already exists within the Community with respect to t ia DC '« 
doordination role, especially In the area of management. bell v* 
t*,e DCI can lick this problem and propose a solution further on - 
this paper. The gist at the idea is that he get in behind tils fro* Ha- 
of the Community member* and join force* with them in (1 m. r 
ir ontation with such outsider e as the P iTlAIi, BOB, etc . and g« ( te . 
them the kind of operational information that is the foundation fo tfc< { 
future programming and budgeting- in other words, he get* thei- fast 
with the moiteit tnfoiTm&tiom. 


c. The DCI also prop©*** that 


oititr #tmii m ‘Bih-t 


of the Baa rd confer frequency with you and Kirk. In this cemwc ,o», 
would urge that the HIPZ Jtaff have its own unilateral working' le e! 
liaison with the Board’s staff on matters which deal with Cummu-ity- 
wide problems and transcend those of any individual department . r 
agency; in addition to the practical worl-a-day values o' **»« . *- 
arrangement, it would further strengthen the image of your naff a* 
representatives of the B>CI, completely separated from hi* r >:• * . 


D/CIA. 
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3. A a Tom pdats out in Rcfcrttct c. , ws •hauls rto irt 

the State. Defease and CIA report# to the PFIAB, not only Ot? took i»f > 
motion value; but. more in jortantl) . because it is right and [ -roper ft»r ! 
Senior Intelligence Officer of the Government to have them, w* 

to assume that the PFIAB i* in fact, the * -resident's IG t*» which tl •* c, 
muaity members may secretly report their gripes. Assuming the cl 
does, and I believe he can, convince Mr. Clifford that he »he*atd r t - 
reports, we need to get the a promptly so that we have sufficient time- t - 
study them. Assuming we did get tiiem on 1 October, a deadline of 
15 December for the Community report would be a bare minimum e 
time to do a good job on them, even if they did, In fact, provide the kirn*-, 
of basic raw material that we need; a prospect which, on ttw basi, -:*£ 
past experience ie highly unlikely- These report# will be unilateral ! y 
prepared, uncoordinated, and subject to the divergeet inter pr<atatioi $ e-l 
the report outline that usually happaee in such cases; for the*, reas mm, 
it is doubtful that the data will be sufficiently comparable far u to t ate i 
the pieces and develop a mosaic that wUl enable the DCI to observe .he 
true totality of our foreign intelligence effort from the two naasc dcr.pet - 
tivmm common to any and all ot its parts; 

a* The Target Country P«r»p«ctivt. 
b* The Intelligence System Perspective* 

4 * rhe Sgjgl (TCP) la essentia! to enat>& th# 

DCI to determine what her or not the U. S, foreign intelligence effort a 
proparly balanced in term* of those national interests wh ich are reli ^4 
country a r elation it with f oret^a Mtiopi. The only jutiilicid -a £*n 
ape nding the taxpayer's money on a foreign intelligence effort ie that tti 
product is essential to enable this Government to maintain at a ! ti i * tk* 
posture vis-a-vis every foreign nation that is required for the pra Section i 
our national interests* 

a* i rom the X>CI*i» Community - wide point of view, it is not at a- 
sufficient for him to ‘tnew merely now muck money and atn^fr ^ 
invested in the collection of political information, the production of 
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5- The Intelligence dyatem fer elec tive (ITP) is essent •J mr th* iX I 
to determine whether or not the basic pert* of the foreign intelligence eifes 
ere properly mixed end balayved a* a whole, or ea applied to individual 
countries or groups of coustries- This effort must be looker; at as e . y*»t t ? 
which he* four baeic parts Jt*d all must operate effectively for the effort 
to be succeseful, they ere: COUJC1 ION, COUNT ERZNTE I LIU* NO . 

PRC^313CTION end 3UPl ffill The first three ere the cutting e dges a the 

intelligence system and it im on these fronts only tha t you car win or 1 a* 

| ' 

the game. (Counterinte Tigetce, by NSCID definition, includes the co <$ci > 
of information, the production of a finished intelligence product, and tffsjM s ; 
counteraction against other Littlhjtnet services. 1 No intelligence e it >ft 
against any target country can be effective unless all three of these emttag 
edges are present in the system and. in proper balance or ‘'aihr. 

6. Support involves a whole host of services, some are absolute! 
essential in all situation such as communications, others vary according 
to circumstance. For instance, a good translation service may be a imtt 
in one case and unnecessary sn another. Soma support service* can b~ 
broken out on a target country baste, ethers cannot. However, important 
as they are, none of the Jupport activities of and by themselves, roll** t 
any information, produce a my finished intelligence, or counter the .me U- 
gence activities of other countries. £vtn the most exotic and exit#nsi*<? 

KftO projects pay off only vdtun and if taeir breakthroughs car he effrd ire! i 
exploited on one of the front hues of tho intelligence system. 

| 

a* The bookkeeper* of the Community, and rightly so, ere latere* rr 
in getting at the total coat of the intelligence effort and therefor at ive l 
allocate as much of the export as they can to the cutting edfe rneti mt* t | 

being supported; the pic It re of the effort thus portrayed in tie varmue 
programs and budgets in the Communi ty is fine for the book:** ILLEGIB 
not worth a tinker 1 # dam to the DCI who must know how \ I 

and material is direc tly *rd p roduc tively engaged in Col!ectx»n t 
and Counter intelligercc 1 rui s hould know the same for Support. 

j 
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7. For far too long it has bees tin* practice in Otis Community to r« 
aider the separate parts of the foreign intelligence effort individually, 
it* totality. W* rauet atop taking about improving our col lact ic* *ffor 
America for example and, Inriead, talk about improving our UteHige 
To do thia, we must fir at have a cenaua that will identify the te ta! 
manpower and material devoted to each of the four main part* of the » *te* - 
Collection, Counterintelligence, . reduction, and Support, with banal . ad 
primary attention to the fir;rt Cares . 

8. The DC1 must do what hilliam the Conqueror did in B.ngaaad *J 
900 years ago; get up hie own ^Jonieeday Book for this Comment* e« Hat r 
if William, under the condition* prevailing in his time, could talur a ce iut 
ao complete that there was not one ox or one cow or one pig in al • £ ngi .,.d 
that was not put down in hi* record. John the Coordinator can take a ce *u» 
that will not leave unrecorded one Collector, one Counterintelligence* , >n* 

Producer or one Supporter any where la this Community, at home or ah oad 
Paragraph 3c of N3CID No. I gives him tha authority to make ntn e ce-iau* 
and the PF1AB requirement lies b« make »« annual Community re nt d , , 
that it he done now. Finally, let mt suggest to the reader that the nuu *Dt . -d ry 
Book*' is no leas appropriate for the Coordinator's census than it was fe- tb ^LEGIB 
Conqueror’s- -John, like William, will spare none but judge alt men without 

9. Bits and pieces of the type of information required for this cans ■» 


are available in the Community . However, such information 1* not aval *hl« 
in the program and budget document* that we have been working with up on* 
None of them are designed to g.v« the 1X.I the kind of Information U nee 
because moat are dominated by other than intelligence consider scions. 

a. The CIP. for example, is designed to fit in with the overall 
programming and budget system of the DOD awl therefor U broken 
out into ’elements ’ that fit that system, rather than iato the basic 
parts of any intelligence system. The net result is that the Cl- dee 
52L provide a clear picture ai the balance and mix of the DOD foreign 
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effort on overall basis or f»n a target country perspett; >-*, 

b. The CIA budget i* strongly Influenced by the necessity u me i 
the requirements of the Bureau of the Budget and the HUH (<>bjec 
class data, etc.), and by the desire of the Ageecy budgets* r « to <hei 
as. much support (overhead) cost ss they ckr under one of tic operatic 
rugsj this may be an admirable abjective from a budget poi?n of * ,*» 
but tt has the less desirable effect of preventing the DC} fr «ct gtr-um 
a clear view of the cutting edges of the Agency's effort. 

c. The type of information the DCI needs is now in the hand, of, 
or can most readily bi obtained by, the ’operators ’ who are »n d r*sc 
chnrge of the collection, counterintelligence, production aad aupj art 
machinery within the Community. It will be found, I telle**, in men 
documents ae DIA's collection pla ns. CIA's operational program a»u 
projects, etc. , not in th* documents produced by the programme a a; , 
budgeteers. Thia, in fact, is a distinct advantage because i me* ns t ». 
in taking our census we do not have to disturb these people tn the An 
who are continually tied ep with the program ming/budget cycle a* a *sj 
little time or inclination to get up any special data not needed in t eir 
regular work. 

d. la the DOD, for instance, I he (leva we should worst direct y w» 
the Cellectien Management Officer under the Assistant Director fe e 
Acquisition, with the IVoduction ktaaagemeat Staff of the Products an 
Center, and with their closest counterparts in the fields of Count* .-ini, 
and Support. It ia recogas. ed that in tha DOD w« have activities i 
in the GIF that do not neatly fall irto one or more of the basic .ar * si 
an intelligence system as described shoves mapping aad < hart mg i > a 
case in point, but if it ia ta be considered a part of the dvere.il for Agn 
intelligence effort and subject to the coordination responsibility sf th* 
DCI then he must be in a position to observs it from an I ntel Hgsnc : x> s 
of view. 
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10* There i* tAothe r pros* 1mm within the Community which im& a irtti 


ILLEGIB 


bear in g on the DCF# ability m coordinate it in term# of "fnmttjm,. 1 


intelligence effort a# a national responsibility, and with primary emphasis * 
the intelligence objective# Uu eft art ie supposed to achieve. 

a* Increasingly over recent year# the operating personnel wi h *r 
the Community have beer constantly on the defensive against the E L3 < 

their counterpart* within tae departments and agencies* wit® their 
in most cases* largely ie charge of the budget# ers within th«$ ir «r*i | 
rations who, like the BOD people* seek to win browser points by cu - tin^ 
and slashing at money anti manpower ~~aad rightly so, it is their jo *. 

b» It is not the prht mry job of the OCl to protect the fiscal ini gri * 
of the Government, there are many dedicated to that cause. I he & >r# 
job is to develop, promote and manage an overall intellige nce *y#t . m 
that will ensure our net atonal security, including the assurance that i?« 
can protect all that the bi*bg steers have so Illustriously savin* 

c. The HCl as tae senior intelligence Officer of the lovirnrif **t 
must be in a position where he can honestly and wholehearted! ;* tieft ? d, 
against all comers* whatever sime, min, balance and impi ^ fint o, 
intelligence resources the Community, in ita corporate judgment, c n- 
aiders essential to achieve a fully effective foreign intelligent:* effot 
To do this, be must hare a thorough knowledge of the totality **f the 
intelligence force# curren tly in be ing, especially the cutting 
aid be in a position to influence the f uture plans and proposals of the 
Community members, pri or to the initiation of the formal programming 
and budget cycle each year. Any disagreements between the irZl and the 
C om mu n i t y, or among its t* embers, should be fought out within the 
intelligence family a Jo&c, s* that, to the greatest extent, they car, pr# ier? 
a united front when the time tomes to subject their proposal * to the 
scrutiny of outsiders *, rather than be individually chopped to pieces 
without benefit of any assistance front the OCL If the intelligence eff rt 


ILLEGIB 
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Approved For Release 2004/05) 


DP86M0061 2R0001 00020026-4 





16M0061 2R0001 00020026-4 


O 

Approved For F^stease 2004/05/1 2 V ? 


o( the U. S. is a national responsibUitv then it should be ILLEGIB 


«• » contrast us e* ItflUIsite approach inherent in ti»* pr 4 

outlined above, the cere prwcttcwl cynic would probably *a<r« tt * t. 
aay* The members oi this so-called latelligenc* coir mueity ’ ra . 
state* -right minded that they will not join forces, even to c cf* n 
themselves; most of them are so low on the totem poles ed their re* 
tiva organisations that the corporate authority vested i a them s* vtr : < 
of their memfeereH, »i the USUI ie of little real value; within t» « 
military, intelligence >• n function of command and not subject ? > 
outside 'isterferencu the CIA is a loosa federation of feical It - t ,» 
who will wear kucim'# collar; the N3C IO*e are acrape sf *n*» 

the Community a Tottmkin Tillage. 

•- I would suggest that coordination, like politics, is the a t oi 
tho possible am! that tbs host progress in this field will be mads hi 
those whose motivating force is a nicety halazkctd blend of tdoaH sm ILLEGIB 

to drive them to keep trying for the tilings they be Here in* and i 

to curb their desire to do too much too soon. 

IK At this point in time, 1st us start our community -vid< cer-s s wm t 
this initial and limited objective: 

** if *** number and the location of those IL »* * 4r *<H ? » 

within the Intelligence immunity, at home or abroad, wh j are ire 
and productively engages in each of the following three baa c mr i 
of the intelligence ay often u 

01 CoUecthe 

(2) Counter fate j ligeace (including counter e spiona^ * I 

(3) Prodoctitu 

.—.ou t the identified Collectors in accordance '♦ith th 
type of collection activity in which they are engaged, i. a* use of * -n«s 
resources (further broken between overt and clandestine), wy.It-1, 

otc. The specific break-outs w^ild « 
firmed up after consultation with the collection chiefs ' in tae Co ms^ 
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Tke Prodiicer# wouW be broker out in term* of the Brishn inh iii* 
geMe product involved, i. c. , political, economic, etc. 

c. For each target country, determine the else and nature of it-* 
intelligence system ter jetted agaiast it, i, , how me try v - >- I'trf s ■■ t?p i 
are directly end productively engaged in collection, counter mu Uf# i 
end production work against each country. 

12. Upon completion of the c«mu« identifying the U. S. ^rsdn;il 
engaged in the cutting edge s >art« of the intelligence system, m* m*x i 
(second) phase would be to war ft t out a method for identify hg that me ter it 
which these personnel use t am selves In carrying out their coliecticn, p i 
duction and counterintaiilger.ee work, i. a* material essential to the job 
be done. Hie next (third) A .*hase would be to work out a systetn for e^stl-s 
^ gejmrral terms. split-penny eccurecy is not necessary, koth Hit r asic t e 
and material that corner 1st these cutting sdgss of the iateUigimce systsf t 
both in totality and on a target country basis. The final (tenrth) 
and this would be a complicated one, we would develop our census a d 
cost system for the Support area, including a method for identifying ihtn-.t H-LEGIB 
support efforts that should properly be identified with the cutting #<*} f 
supported because they would be unnecessary if thsre were mi .*«ch act l * ; >* * 
to be supported. The other product of this effort would be a < u ar U east t 
cation of those support activities that arc clearly across the board #r» 
program wide in CIA terms and therefor affected by changes in. t.u ratal s 
of the intelligence effort being sapper ted rather than its individual parts 


| | 25X1 
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